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Introduction 
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An Employee Assistance Program, or EAP for short, offers 
confidential professional help to employees who have prob- 
lems that may impact on their job performance — problems 
with drugs and alcohol, with family and relationships, with 
work-related stress, with finances, with anything that may 
cause personal distress. 

EAPs are based on the belief that most problems can be 
resolved if the employee is willing to seek help, and if 
appropriate help is available through a workplace program. 

With an EAP, everybody wins. 

Employees and their families have access to confiden- 
tial counselling and referrals, to help them resolve their 
problems. 

Employers can benefit from improved productivity, 
reduced absenteeism and a healthier work environment. In 
fact, an EAP will help a workplace hold on to valuable 
employees and avoid the costs of turnover and replacement. 

And, with an EAP, the responsibility for dealing with 
problems affecting an employee’s personal life is not 


placed with the supervisor, but shared by the employee and 
an appropriate professional caregiver, where it belongs. 

As well, EAPs can foster goodwill between manage- 
ment and employees. 

By supporting your EAP development, management 
shows concern for its employees and a willingness to help 
those in trouble. 

Likewise, labor shows its concern for the health, safety 
and quality of life of its members. EAPs complement tradi- 
tional union support for members. 

The Addiction Research Foun- 
dation has offered advice and 
assistance on EAPs to worksites 
for more than 25 years. 

This quicksretercnce euide 
shows how your worksite can 
take the “On Track” to devel- 
oping an Employee Assistance 
Program. 


On Your Mark 
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Prepare 


1. Obtain OK or Formal Approval 


Although there are several different 
models of “program ownership,” the 
Addiction Research Foundation recom- 
mends the Joint Employer/Employee 
Model for your EAP. That’s because 
programs work best when both employ- 
ees and management are involved. 
Employees won’t “buy in” to an 
EAP unless they feel a sense of owner- 
ship of the program. So it’s important 
that the initial decision to establish an 
EAP is a mutual one, shared by man- 
agement and employee representatives. 
In an organized workplace, senior 
management and senior union or asso- 
ciation representatives provide the 
mandate to proceed. In non-organized 
workplaces, the mandate should 
originate from senior management, 
in consultation with employee groups 
or representatives. (Non-organized 
workplaces should read “employee 
groups” when the term “union or 
association” appears in this 
document.) 


An EAP should start with an 
endorsement from management in 
the form of a corporate policy 
statement. This formalizes the pro- 
cess, and ensures the program will 
develop according to defined 
objectives, rather than in response 
to crises. 

Helping troubled employees is 
a serious business. The success of 
your EAP depends to a great extent 
on how it is perceived by the work- 
force. And employees’ perceptions 
are shaped by the importance manage- 
ment and employee representatives 
place on creating and administering 
the EAP. 


2. Establish a Joint Committee 


Establish an EAP Committee that 
represents management and employees. 
And ensure that the committee 
members are committed to 
helping fellow employees and 
to the EAP concept. 


Your EAP committee is respon- 
sible for: 
¢ drafting EAP policy and 

procedures 
¢ overall program management 
* promotion, education and 
training 
* review and evaluation. 

We recommend that your commit- 
tee choose its own chairperson. This 
individual should be seen as non-parti- 
san. He or she should be respected in 
the workplace, show leadership and be 
able to devote sufficent time to the 
EAP — to organize and lead meetings, 
and to delegate tasks. 

Your committee should include a 
representative from your Human Re- 
sources Department. The employee 
benefits manager may be appropriate, 
since this person is most familiar with 


the extended health coverage offered at 


your worksite. If your workplace does 
not have a human resources depart- 
ment, then the manager who is most 
responsible for staffing concerns 
should be on the committee. 


If your workplace is organized, 
the labor representatives on your com- 
mittee must have the support of their 
union or association. They should be 
given a clear mandate to represent their 
local or plant. 

Your EAP committee must be rep- 
resentative of different workplace 
groups — for example, your worksite’s 
health and safety committee and occu- 
pational health services. It must also be 
efficient. Keep the group to a workable 
size. Most committees have six to eight 
members. 

Finally, committee members 
should be willing to learn and to place 
program objectives above personal 
ambitions. Members should be given 
time during work hours to devote to 
their EAP Committee roles. 


3. Share Ideas and Seek Feedback 


» It is important that committee 
s~ members communicate with 
their co-workers about the EAP. 


They can give fellow employees an 
overview of your program plans, dis- 
cuss the reasons for its development 
and get feedback on new program 
ideas. They can also solicit support for 
the EAP. 

An employee survey is a good 
way to identify the needs of staff — 
before you begin to develop your EAP. 


By surveying employees, you can tailor 
your EAP to their needs. 

You can also consider follow-up 
surveys to revise and update program 
content. Focus groups are another good 
way to determine employee needs and 
priorities (see On Track: Guidelines to 
Creating an EAP for more information 
on focus groups). 


Get Set 
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Plan 


4. Determine the Focus of Your EAP options you should consider in devel- 
oping your EAP. You need to select at 
least one option for each of the six cate- 
gories. In some cases, you may want to 
combine several options within one 
category to meet the needs of your 
worksite. The ARF recommends that 
your program have as broad a focus 

as possible. 


EAPs come in different shapes and 
sizes. It’s important to choose the most 
appropriate options to meet the needs 
of your workforce — given the 
resources available to you. 

This chart lists six basic program 
categories, each with corresponding 


Category Options 
Focus of Substance All Personal Comprehensive 
Program Abuse Problems Health Promotion 
and Assistance 

Program Voluntary At suggestion Formal 
Access self of peer or referral by 

referral supervisor supervisor 
Eligibility Employees Families Retirees 
Location On-site Off-site Off-site 
of services (single location) (multiple locations) 
Type of Volunteer Professional Professional 
Staff (peers) (internal) (external) 
Range of Assessment/ Short-term Case management/ 
Services Referral Counselling Aftercare 


Next, start to think about the dif- 
ferent functions of your program and 
who will be responsible for them. 
Here’s a checklist of some of the more 
common EAP functions. 

Organizational functions include: 
e Administration 
e Communication 
¢ Coordination 
¢ Consultation 
e Education 
¢ Monitoring & Evaluation 
¢ Networking 
¢ Skill Training 
Program functions include: 
e Assessment 
¢ Referral 
¢ Counselling 
¢ Case: Management 
e Aftercare 


5. Assess Resources 
Take stock of the resources — both 


inside and outside your organization 
— that may be able to contribute 


to your program. 

Your local Addiction Research 
Foundation office can provide resource 
materials and advice. 

Your local EAP Council can put 
you in touch with local resources, 
including other workplaces that have 
EAPs. Invite local experts to make pre- 
sentations to your committee. 

Contact similar worksites that 
have EAPs. Talk to program represen- 
tatives about the kind of programs they 
offer and how they are working. 

Contact your local community 
college or university — they may 
offer EAP courses or a certificate 
program. 

Also, check your public library or 
University library for books, videos and 
other materials on Employee 
Assistance Programs. 

Your local United Way may have a 
Labour Community Services Represen- 
tative who can tell you about the Union 
Counsellor Program. 

Your Community Infor- 
mation Centre has a direc- 


tory of health, social services and mul- 
ticultural organizations in your area. 
The Resource Directory to EAP, avail- 
able from the ARF, lists service 
providers in many communities. 

Your work sector association may 
have a set of EAP guidelines. 

At the same time, begin to assess 
the resources at your own workplace. 
Do you have professional counsellors 
or trainers on staff? Do you have 
volunteers interested in taking EAP 
training? 

Of course, your budget will shape 
the type of program you can offer. You 
will have to work within a budget to 
decide, for example, whether you can 
purchase services (such as consultation, 
counselling or training) from an outside 
agency or insurance carrier. 

Using internal resources may 
allow you to increase the services your 
EAP offers. But keep in mind that 
internal EAP providers — whether they 
are professionals or peer referral 
agents — must be seen by employ- 
ees as credible and trustworthy. 
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6. Develop a Formal Policy 
and Procedures 


Your committee will need to develop 

an EAP policy statement describing: 

¢ the principles and intent of the 
program 

¢ employee and employer endorsement 

e the range of problems to be covered 

* program confidentiality 

¢ how employees access your EAP 

¢ benefits and job protection features 

¢ program coordination 

¢ promotion and awareness 

¢ training for key personnel 

¢ program evaluation. 

A set of written procedures should 
accompany your policy statement, 
detailing how the program will operate. 
Written procedures answer the follow- 
ing questions: 
¢ Who is eligible to use the EAP? 
¢ How can eligible persons access EAP 

services? 
¢ Who will fund the program? 
¢ How will records be kept 
confidential? 


e Who will be responsible for co- 
ordination? 

¢ What are the roles of key players in 
the workplace such as: employees, 
managers, supervisors, union/ 
association representatives, peer re- 
ferral agents, human resources staff, 
occupational health staff, multicultur- 
al representatives and external consul- 
tants? 

¢ How will information be collected for 
monitoring the program? 

Most EAPs are accessed voluntari- 
ly by employees. If your workplace 
wishes to provide formal management- 
initiated referrals as well, we 
recommend that you consider separate 
pathways for these two different meth- 


z 


ods of referral. This will avoid confu- 
sion and misunderstanding. Both refer- 
ral methods are effective, but they work 
best when separated. (If the two meth- 
ods are combined, the employee may 
be reluctant to voluntarily seek help 
due to a perceived conflict of interest.) 


7. Obtain Official Approval of Plans 


Finally, your program recommen- 
dations should be presented for 
approval to both the senior manage- 
ment and employee representatives 
who originally gave your committee 
the mandate to proceed. 
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8. Launch and Promote Your EAP 


Your plan has been approved and 
you’re ready to launch your program. 
First, make sure that all of the 

necessary components are in place and 

ready to go. Then follow these steps: 

¢ train EAP staff and volunteers re- 
garding their roles. 

¢ have Senior management — and 
employee representatives if appro- 
priate — announce and endorse the 
EAP in a message to staff. 

¢ distribute pamphlets, posters and oth- 
er materials to staff, detailing how to 
use the EAP (consider language needs 
of your staff). Include contact names, 
addresses and telephone numbers. 

¢ tell employees who is eligible to use 
the program. If employees, family 
members and retirees are eligible, be 
sure to inform them. 

¢ plan information sessions for all eli- 
gible employees, providing an oppor- 
tunity for them to ask questions and 
clarify their knowledge of the 
program. These sessions are a 


great time to introduce EAP staff 
and/or volunteers. 

e place notices or posters at key loca- 
tions in the workplace. 

¢ publish articles about your EAP in the 
workplace newsletter — or other 
internal communication vehicle. 


Ideally, your EAP has been developed 
with full support from both manage- 
ment and labor representatives. So, 
although you must be ready to “sell” 
your new program to staff, the concept 
of an EAP is already a known quantity. 
You will need a promotional pro- 
gram that will formally notify employ- 
ees and their families about the 
program and orient employees through 
written materials and information 
sessions. Put yourself in your em- 
ployees’ shoes. You need to answer 
these questions: 
¢ What services are available? 
e Who can use the 
service? 
¢ Where is the ser- 
vice located? 


e When can I use the EAP? 

¢ Who is the helper? What are his or 
her qualifications? 

¢ What languages are available? 

e What steps does one take to contact 
the service provider? 

e What is the cost? 

¢ Who pays? 

¢ What is the effect on my career if 
I use this program? 

¢ What about confidentiality? 

In explaining the program to 
employees, focus on its benefits and 
cover the important points of your 
policy; don’t simply present them with 
a copy of the formalized policy. 

If your organization has a public 
relations or creative department, ask 
them tovassist with the promotional 
campaign. It may be valuable for a per- 
son from this department to join your 
EAP committee. 

Some promotional devices to con- 
sider include letters to staff and their 
families, brochures, posters, 
telephone stickers, magnets, 
wallet cards, pay cheque 


stuffers and articles in your organiza- 
tion’s newsletter. 

To identify your EAP, it helps to 
create a distinctive EAP logo that 
employees will recognize. Consider 
holding a contest in which you ask 
staff to come up with a name or a slo- 
gan that captures the spirit of your 
EAP. This will get employees involved 
in the launch, and give them a feeling 
of ownership of the EAP. 


9. Educate Employees 


Information sessions are an excellent 

way to inform employees about your 

new EAP. These sessions should cover 

the purpose, history and development 

of your EAP, and identify the key play- 

ers. You should also outline: 

¢ eligibility guidelines 

¢ the types of problems covered 

¢ the kinds of services available 

¢ how the service is funded, 

si including any cost to 

“=~ employees 


¢ confidentiality and how it will be 
protected 

¢ the difference between confidentiality 
and anonymity 

¢ how to access the program 

¢ the EAP referral process 

¢ job protection features 

* program neutrality with respect to 
employer/employee relations 

e how the program is monitored and 
evaluated 

¢ how to assist a co-worker. 
When you develop an orientation 
session for your EAP you should ask 
yourself these questions: 
¢ Have the purposes and objectives of 
the EAP been clearly specified? 

¢ What information and materials will 
be presented, in what languages and 
in what sequence? 

¢ How will you evaluate these sessions 
and how will that data be used to plan 
future sessions? 

¢ Has adequate time been allotted 
for the sessions, including time 
for questions? 

¢ What resources are 


available to assist with this task? 
¢ What format is most appropriate? 

Possible approaches include: 

¢ lectures 

* panel discussions 

¢ demonstrations 

¢ group discussion 

¢ brainstorming session 

* case studies 

¢ role playing 

* team teaching 

¢ use of interpreters. 


10. Train Key Staff 


EAP education isn’t just for the 
employee; it’s also for supervisors, 
union or association representatives, 
and staff of health and safety commit- 
tees and occupational health services. 
They must learn how to recognize 

a troubled employee, how to intervene 
and how to persuade or refer 
a troubled employee for 
B assistance. (Don’t as- 


Le sume they know how to 


carry out these roles — they may feel 
reluctant to get involved. Training 
will make them more knowledgeable 
and comfortable.) 

In addition, supervisors need to 
know how to monitor and document 
work performance problems. 

We recommend that referral 
agents, Union Counsellors, and 
occupational health staff be trained 
before your EAP is launched and 
promoted. Supervisors and union 
or association representatives 
should receive their special 
training as soon after the launch 
as possible. 


Thoughts on training and education: 


Regardless of their content, the best 
training and education programs always 
have four basic qualities: They are 
educative, social, fun, and challenging. 

Remember, the success of your 
training and education programs has a 
direct bearing on the success of your 
new program. That’s why EAP training 
and education should become a formal 
part of your organization’s staff devel- 
opment system. Increased awareness of 
the program will mean that small prob- 
lems are likely to be dealt with sooner 
— before they turn into crises. 


Notes 
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11. Keep Your Program Visible 


After its launch, your program will run 
for a while on the enthusiasm of com- 
mittee members and awareness among 
employees. 

But don’t let your EAP run out 
of steam: maintain awareness through 
ongoing promotional activities. 

Make a long-term plan of how you 
will promote the EAP at your 
worksite. 

Consider a series of articles or 
reports on EAP in your company 
newsletter. Feature a different topic in 
each one: alcohol abuse, for example. 
Also, you may want to hold an EAP 
Week once a year to heighten 
awareness. 

Announce any changes or im- 
provements you make to the program. 

You may want to promote not only 
the EAP but also employee health. 
Consider addressing health issues 
such as fitness, nutrition,smok- 4 
ing cessation or stress man- 2 
agement. Discuss possible 


programs with your occupational health 
staff and members of your worksite 
health and safety committee. 

If use of your EAP is low in some 
departments or employee groups (that 
is, below four per cent of employees per 
year) concentrate your promotion 
efforts there. If program use is even 
across the organization, then focus your 
promotional activities on all employees. 


12. Collect Statistical Data 


EAPs are not static. They must be 
responsive to the needs of the work- 
place. That’s why you will need to 
monitor your program once it is in 
place. Your committee will need to 
determine what kinds of information 
you require to review your program, 
who needs to see it, how that informa- 
tion will be used, and how you 
will ensure the confidentiality 
- of program users. 
Specifically, your com- 
mittee will need to monitor: 


¢ the annual number of referrals to your 
EAP in terms of new referrals, repeats 
and continuing cases 

e the types of problems for which 
employees use the program 

e employee awareness of your EAP 

¢ benefits derived from use of your 
EAP 

¢ how users regard the services being 
provided. 


13. Review and Evaluate 


You will want to review your pro- 
gram regularly to see if it is meeting 


its objectives. 

Your evaluation can be simple or 
comprehensive. But the more effort you 
put into it, the more information you 
will obtain. This information will help 
keep your program up-to-date and 
responsive to employee needs. EAP 
committee members often gain 
valuable insights into organizational 
problems. These can benefit the 
organization and its employees. 

By reviewing your program regu- 
larly, including data from your program 
monitoring system, you will be able to 
demonstrate to management and to 
employees how the program helps. 


Conclusion and Best Advice 


You’ ve followed the 13 steps to creating 
an EAP that is tailored to your worksite 
and shares some common principles with 
other successful programs. We hope that 
the information provided in this manual 
has helped to shape a program that will 
benefit your workplace. 

In conclusion — and for the record 
— here is our best advice on EAPs. 

The Addiction Research Foundation 
recommends that an EAP: 
* be developed jointly by the employer 

and employees 


¢ have written policies and procedures 

¢ address a broad range of problems 

* encourage voluntary referrals 

¢ provide for performance-related 
referrals, preferably through a 
parallel management intervention 
program 

¢ be promoted to all employees and 
eligible family members 

¢ be easily accessible to all employees 
and eligible family members 

¢ deliver assistance off-site in the 
community. 
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The Addiction Research Foundation has 
provided advice and assistance on EAPs 
to worksites for more than 25 years. 

We offer a wide range of workplace 
information materials. 


The On Track Series includes: 

¢ An /ntroduction to Employee 
Assistance Programs 

¢ An Overview of Employee 
Assistance Programs 

¢ Guidelines to Creating an 
Employee Assistance Program 


To order, contact ARF Marketing at 
1-800-661-1111 (toll-free North America) 
or 1-416-595-6059 (Metro Toronto). 


Disponible en frangais. 
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